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Summary 


The federal government recognizes the need to take action to restore the public 
confidence in the institutions of government by getting government right. Getting 
government right means modernizing federal programs and services to meet the 
needs of Canadians, as citizens and clients, today and in the future. The 
government has launched a number of initiatives, including Program Review and 
sector-specific policy reviews, to assess all of its policies and programs. Four key 
objectives have guided this work. These are to: 


™ clarify federal roles and responsibilities in order to make the federation work 


better and reduce costly overlap and duplication; 


™ ensure that resources are devoted to the highest priorities so that Canada is 
well positioned to face the challenges of the 21st century; 


® respond to the public demand for better and more accessible government by 
involving clients more closely in decision making and using modern and 


practical service delivery tools; and 


™ achieve affordable government by reducing deficit and debt pressures and 
allow the government to effectively address issues of priority to Canadians. 


Achieving these objectives will ensure the government's capacity to perform the 
role of a national government: 


H@ to strengthen the economy and the economic union to ensure a prosperous 
country for Canadians and their children; 


™ to enhance social solidarity by preserving and modernizing the social union so 
that the caring and sharing society is truly Canada-wide in scope; 


= to pool national resources to achieve common goals efficiently and 
effectively; 


™ to protect and promote Canadian values and identity while celebrating 
Canada's diversity; and 


™ to defend Canada's sovereignty and to speak for Canadians collectively on the 
world stage. 


iV 


Through the review processes, the federal government is transforming the role it 
plays in all areas. To build a stronger economy, the government will reduce direct 
support to industry in favour of setting framework policies that will stimulate 
economic growth and job creation. To secure the health and well-being of 
Canadians, the government will use practical federalism to work with the 
provinces and Canadians to develop the objectives and principles that will sustain 
the social union. To best represent Canada's interests abroad, the government has 
redefined its priorities to respond to the emerging realities of trade liberalization 
and global security. In many cases, the federal government is making its 
activities more effective by working in partnership with other levels of 
government, the private sector and citizens. Finally, programs and services are 
being improved to make them effective, efficient, affordable, accessible and fair. 


Getting government right is an ongoing process. The impacts of globalization and 
technological change, fiscal pressures, and the evolution of Canadian society will 
require continuing efforts to simplify and streamline. Further work will be 
required to clarify the respective roles of the federal and provincial governments, 
to rethink service delivery, and to equip the public service to meet the challenges 
ahead. 


Digitized by the Internet Archive 
in 2023 with funding from 
University of Toronto 


https://archive.org/details/31/6111/7094490 


1 Why Do We Need to Get Government Right? 


Canadians want a strong and united country where government protects them 
through a sustainable social safety net; a country where the economic union 
functions effectively; and a country that is recognized and respected 
internationally. 


In recent years, the bond between Canadians and government has been 
weakened. Canadians have become increasingly aware of the strain on public 
finances, less tolerant of waste and inefficiency, suspicious of public institutions 
and sceptical that governments can continue to deliver necessary services. 


The Government of Canada recognized that it faced not only a financial 
challenge, but a challenge of public faith. The practices, principles and 
institutions used by government to meet the needs of Canadians were found 
wanting. Canadians no longer believed that their interests, as citizens, clients and 
taxpayers, were sufficiently and effectively reflected in the actions of their 
governments. 


It was also clear that some federal programs and services were not serving the 
social and economic needs of the day. Some were inefficient, others were 
outdated and still others were no longer affordable. 


Like most western nations, Canada faces sweeping economic, social and 
demographic changes, including wrenching structural adjustments in the 
economy. The impacts of globalization and international competitiveness, the 
changing fabric of Canadian society, the "information revolution" and the 
increasing fiscal pressures have not always been consistently reflected in 
government priority setting, program design and service delivery. 


Globalization is making governance more difficult and is shifting many national 
policy issues into the international arena. This shift is not limited to economic 
policies, but extends to many other sectors, such as environmental protection, 
labour laws and human rights. Globalization requires national governments to 
connect global imperatives with local needs. These factors are putting pressure on 
the federal government to change the nature and type of its activities. 


The explosion in the use of information technologies has reduced the importance 
of national boundaries and is fundamentally changing the way policy decisions 
are made. It is creating growing demands for governments to bring decision 
making closer to citizens. In addition, it is opening new possibilities for the 
delivery of services. 


Among the greatest pressures has been the impact of the deficit and debt on the 
government's ability to address the legitimate needs of Canadians. Simply put, the 
government was overextended — with too many programs and services in too 
many areas, and questionable returns on investment. 


In response, the government has put in place measures to reduce the deficit to 
three percent of Gross Domestic Product (GDP) by 1996-97 and two percent of 
GDP by 1997-98, on the road to its eventual elimination. Achieving these targets 
is essential to create jobs, restore investor confidence, strengthen the economy, 
and enhance the capacity of the federal government to develop and implement 
innovative policy responses to emerging requirements. At the same time, the 
government has taken steps to focus shrinking resources on those areas of highest 
priority. 


Canadians recognized that having a large federal government does not necessarily 
translate into having an effective federal presence. They have also been frustrated 
by jurisdictional squabbles between governments and have been concerned that 
overlap and duplication of programs and services were squandering scarce 
resources. 


For its part, the government has recognized a deep and enduring public demand 
for better governance — a requirement to get government right. In the same way 
that factors such as information technology, economic pressures and greater focus 
on service to clients have reshaped the business and volunteer sectors in Canada, 
they are also reshaping government. 


The federal government recognized the need to address the following challenges: 
= Its roles and responsibilities in the federation could be more clearly defined. 


™ The debt and the deficit impeded its ability to respond to the needs of 
Canadians. 


= It was involved in too many areas. 


= Some federal programs and services were not relevant, accessible or 
responsive to the needs of Canadians. 


As the government enters the second half of its mandate, it is appropriate to take 
stock and review the important progress made on achieving better governance and 
getting government right. 


This paper describes the key objectives and the reviews undertaken in getting 
government right. It reports on what has been accomplished so far and highlights 
the challenges ahead. 


2 How Do We Get Government Right? 


Key Objectives 


The federal government recognizes that changes brought about by trends such as 
globalization, the changing demography of Canada, high unemployment, and 
ongoing financial pressures present both an obligation and an opportunity to 
restore confidence in the government's ability to serve Canadians. 


With this in mind, the government set four key objectives. These are to: 


@ clarify federal roles and responsibilities in order to make the federation work 


better and reduce costly overlap and duplication; 


™ ensure that resources are devoted to the highest priorities so that Canada is 
well positioned to face the economic and social challenges of the 21st century; 


™ respond to the public demand for better and more accessible government by 
involving clients more in decision making and using modern and practical 


service delivery tools; and 


™ achieve more affordable government by reducing deficit and debt pressures 
and allow the government to effectively address issues that are important to 
Canadians. 


To achieve these objectives, the federal government launched a series of exercises 
to review all of its policies and programs. These exercises were rooted in a view 
that the federal government had a number of important roles to play to help 
Canadians achieve common goals and realize common values. However, choices 
must be made about what the federal government can and should do. The 
underlying question has been: Which roles and responsibilities in the federation 
are most suitably those of the federal government and which are more properly 
the domain of other partners, e.g., the provinces, business, labour, the voluntary 
sector, families and individual Canadians? 


In moving forward, the government will ensure that the role of the national 
government is preserved to: 


™ strengthen our economy and economic union to ensure a prosperous country 
for ourselves and our children; 


@ enhance social solidarity in Canada — in preserving and modernizing the 
social union so that the caring and sharing society is truly Canada-wide in 
scope; 


= pool our national resources to achieve common goals efficiently and 
effectively; 


™ protect and promote Canadian values and identity while celebrating our 
diversity; and 


™ defend Canada's sovereignty and speaking for Canadians collectively on the 
world stage. 


These organizing principles are being used to identify which federal programs, 
services and activities require the involvement of the federal government and to 
identify the potential areas for disengagement or devolution. 


The Review Processes 


The government launched a number of reviews to examine federal programs and 
activities, clarify roles and responsibilities and ensure that resources were directed 
to the highest priorities. 


In a number of specific sectors, the government undertook major reviews of its 
overall policy frameworks — for example, defence, foreign policy, social security 
reform and economic growth and innovation. It set priorities and principles aimed 
not only at clarifying roles and responsibilities but also at providing a focussed 
direction for the future. In many cases, these reviews involved extensive 
consultations with Canadians and parliamentarians. 


The government co-operated with the provinces and territories to make all levels 
of government work better for Canadians through the Efficiency of the Federation 
Initiative. The initiative was designed to increase administrative efficiencies and 
improve client service, harmonize procedures and regulations, and reduce both 
costs and unnecessary overlap and duplication. 


Program Review examined all federal programs and activities (except major 
transfers to persons and other levels of government) to rethink not only what the 
federal government does but how it does it. Program Review was designed to 
identify the federal government's core roles and to re-focus resources on priority 
areas while reducing overall spending. 


The Program Review exercise differed from previous "review" exercises in that 
each department and agency conducted a review of all of its programs and 
activities based on a set of basic tests (see Appendix 1). In this way, the collective 
exercise of reform was led by the experts in each area. 


Finally, a number of steps, including quality service initiatives, were taken to 
improve efficiency and effectiveness of programs and services and to change the 
structures and institutions of government to bring decision making closer to 
Canadians. 


Together, these initiatives contributed to the most fundamental review of federal 
programs and services since World War II. The results have and will continue to 
change the face of the federal government for many years to come. 


3 What Has Been Accomplished Through 
Getting Government Right? 


A central thrust of the renewal agenda has been to determine where the federal 
government is best placed to deliver programs or services and where these 
programs and services are more appropriately delivered by others. The net result 
is significant changes both in the services the federal government provides and in 
how it delivers them. The federal government is increasing its use of partnerships 
with other levels of government, the private sector and citizens to better manage 
collective and particular interests within Canada's economic and social union. In 
addition, by paying greater attention to how well it delivers services, the federal 
government is finding better ways to manage its operations efficiently and 
provide quality service to Canadians. 


These changes also mean that major progress is being made in addressing 
structural spending problems. Program spending (which includes all federal 
spending except interest payments) will decline in absolute terms by over 12 
percent between 1993-94 and 1998-99. Chart 1 shows that, relative to the size of 
the economy, the decline in program spending is even more dramatic. It will fall 
from almost 17 percent of gross domestic product (GDP) in 1993-94 to 12 percent 
in 1998-99 — its lowest level since 1949-50. 


Chart 1 
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This progress in reducing spending levels has also supported the goal of reducing 
the deficit — the difference between revenues and spending. By 1997-98, the 
deficit relative to the size of the economy will have been reduced to one-third its 
level in 1993-94. The progress in restoring financial health is also evident in the 
government's financial requirement, which is the amount of new borrowing from 
financial markets. Financial requirements will fall in 1997-98 to 0.7 percent of 
GDP from 4.2 percent in 1993-94. Financial requirements will be the lowest 
among the central governments of the G-7 countries. 


Federal spending has been refocussed to meet changing priorities. One way to 
measure the change is to look at spending by departments, excluding direct 
payments to persons and provinces. As illustrated in Chart 2, departmental 
spending devoted to economic programs will decline significantly between 
1994-95 and 1998-99, reflecting the shift in the government's role from providing 
direct support to business, to setting framework policies. Although absolute levels 
of departmental spending on social programs will decline as well, the relative 
share of departmental spending devoted to social programs will increase, 
reflecting a continued commitment to Canada's social union. Social programs 
include departmental spending on justice and legal programs, reflecting the 
important role the federal government plays in securing public safety; and culture 
and heritage programs, reflecting the government's role in promoting Canadian 
values and identity. The share of departmental spending on foreign and defence 
programs, including international assistance, will remain relatively constant at 
roughly 30 percent. 


Clarifying Federal Roles and Responsibilities 


The efforts of the federal government to clarify its roles and responsibilities 
recognize that Canadian federalism must be practical and built on a foundation of 
partnership, whereby responsibility is sensitive to the capacity of each partner. 
Progress is evident across the range of activities — economic, social, and foreign 
and defence programs. 


Taken together, the progress being made to clarify federal roles represents an 
important contribution toward making the Canadian federation work better. 
Costly overlap and duplication are being reduced in many areas and the federal 
government is focussing its resources on areas best addressed at the national 
level. The federal government remains committed to working with provinces and 
other partners in Canadian society to further strengthen Canada's economic and 
social union and to enhance our ability to represent Canada's interests abroad. 


Chart 2 
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The Changing Priorities of Government 
1994-95 vs 1998-99 


Total 
Departmental 
Spending 
($ Billions) 
1994-95: 51.7 
1998-99: 40.6 


Economic Social Foreign and Defence 


Departmental Spending by Area 
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Building a Stronger Economy 


As a result of Program Review and other changes in economic policies, the 
federal role in building a stronger Canadian economy is being transformed. Key 
to these efforts is the progress made on the deficit reduction front, which has 
created a better economic environment. The federal government is making 
increased use of framework policies to create more favourable conditions for job 
creation and sustained economic growth. These policies allow the government to 
provide a framework to guide decision making to support economic growth and 
jobs. 


Evidence of the federal government's transformed role can be found in many 
sectors of the economy, including transportation, agri-food and other resource 
sectors, as well as in overall economic and business assistance policies. 


In the transportation sector, the federal government is changing its role 
significantly. Instead of owning, operating and subsidizing large parts of Canada's 
transportation system, the federal government is focussing on its core policy and 
regulatory responsibilities to ensure the efficiency, effectiveness, safety and 
security of the system. Important components of the transportation infrastructure 
are being transferred from the federal government to other stakeholders. CN has 
been privatized. Plans are under way to sell the federal government's fleet of 
hopper cars. Under the National Airports Policy, the federal government will 
continue to ensure that national standards for safety and security are maintained 
while shifting responsibility for the operation of airports to the communities they 
serve. And under the new National Marine Policy, the government will 
commercialize the operations of the St. Lawrence Seaway and ferry services; 
modernize marine pilotage; and transfer regional and local ports to provincial 
governments, municipal authorities, community organizations or other interests. 
As a result of these changes, locally owned and operated airports and ports should 
function in a more cost-effective manner and be more responsive to local needs. 
Major ports and airports will remain under federal jurisdiction, but will be 
managed by users and community representatives on behalf of the government. 


The federal government is largely ending direct transportation subsidies and 
reducing significantly those that remain, for instance, in the rail passenger and 
ferry sectors. The elimination of Atlantic rail subsidies will result in increased 
efficiency, a reduced burden on taxpayers and a shift of transportation costs to 
those who use and benefit directly from the system. Elimination of subsidy 
payments under the Western Grain Transportation Act will provide the grain 
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industry with access to competitive transportation services and the ability to 
reduce costs so that prairie grain farmers and processors can compete effectively 
in international markets. 


Phasing out subsidies in the agri-food sector, such as the dairy subsidy, permits 
greater reliance on the market and greater diversification and value-added activity 
to meet global demand. Producers can be more involved in decision making. 
Barriers to growth and increased opportunity for trade can be addressed, with the 
involvement of all stakeholders. The federal government is working with the 
provinces and the industry to design a collaborative and co-funded system of farm 
safety nets. In other areas, federal spending is being refocussed on industry-driven 
research and development and promotion of agricultural exports. 


The federal role in fisheries is being focussed on conservation and the sustainable 
use of Canada's ocean resources and on the development of a fishery that is 
economically and environmentally sustainable and self-reliant. To reduce overlap 
and duplication, and recognizing that inland provinces have managed freshwater 
fisheries for many years, the government is taking steps to transfer responsibility 
for the management of freshwater fish habitat to them. 


The federal government's core role in other natural resource sectors is shifting 
fundamentally, thus reducing federal-provincial overlap and duplication. In the 
future, the federal role in these sectors will be limited to science and technology, 
information gathering and dissemination, international trade and investment, and 
meeting Canada's international obligations, such as global commitments to reduce 
greenhouse gas emissions. The government has decided to withdraw from 
programs that provide direct financial support to industry, including energy 
megaprojects, and not to renew resource sector regional development agreements 
as they expire. 


Subsidies to business in other sectors are being significantly reduced, and those 
that remain will be targeted to the key engines of economic growth — trade, 
science and technology, and small business. In the future, all business assistance 
programs will be in the form of loans and repayable contributions. The regional 
agencies will not only reorient their efforts to focus on small business, but will 
also work with the provinces and the private sector to increase access to 
investment capital. In changing how it provides support to business and other 
regional development assistance, the federal government has substantially 
reduced the potential for overlap, duplication and conflict with provincial and 
local economic development objectives. 
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While the federal role in regional development is changing, the federal 
government remains committed to ensuring that the benefits of the economic and 
social union are enjoyed by Canadians in all regions. Equalization payments | 
ensure that provincial governments can provide reasonably comparable public _ 
services at reasonably comparable levels of taxation. The equalization program 
was renewed for five years starting April 1, 1994, providing a stable financing 
regime for the recipient provinces. Equalization payments are projected to 
increase from $8.5 billion to $9.6 billion over the period. 


As the government reduces its role in direct subsidies to business, its focus is 
shifting to more strategic activities. Accurate, timely, accessible information, for 
example, is an essential competitive requirement for Canadian business. 
Government is a major generator and user of information on relevant issues from 
trade to technology, and its ability to make this information more widely available 
assists growth and job creation. Government also sets the rules of the game for the 
domestic marketplace through framework laws and regulations, thus creating a 
business climate that fosters investment and growth. The federal government can 
be an effective partner with the private sector in areas such as science and 
technology, where potential job and growth benefits are high and national 
governments in other countries are key players. These are important areas of 
governance and competitiveness that must be effectively addressed at the national 
level. 


The federal government is committed to continuing its efforts to clarify its roles 
and responsibilities, in order to focus on those areas where it is best placed to play 
a role. In this regard, the federal government is prepared to withdraw from 
functions in areas such as forestry, mining, recreation and labour market training, 
which are more appropriately the responsibility of others, including the provincial 
governments, local authorities or the private sector. 


Ensuring the Health and Well-Being of Canadians 


Canada's social programs are the envy of many other countries and a source of 
great pride to Canadians. The federal government's key objective, which is 
broadly shared by the provinces and territories, is to maintain universal access to 
a comprehensive package of publicly funded health services and to basic social 
services of comparable quality for all Canadians, regardless of where they live in 
Canada. Tackling the deficit problem is critical to meeting this objective. A 
federal government that is fiscally healthy is in a better position to allocate 
resources among individuals, families, regions and generations and to ensure that 
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people in need are protected by social safety nets. Furthermore, despite the 
significant reductions in program spending, preference has been given to 
spending on social programs and services. 


The federal government has launched a comprehensive and progressive reform 
agenda to redefine its relationship with First Nations. For example, the 
government has recognized that the Constitution includes the inherent right to 
self-government and is developing a framework policy for the negotiation of self- 
government agreements. As evidence of this commitment, the government is 
dismantling the operations of Indian and Northern Affairs Canada as they affect 
First Nations in Manitoba. Significant progress has been made in settling historic 
grievances and comprehensive claims. Together with a commitment to assist First 
Nations in improving conditions on reserves, this agenda affirms the unique 
social, cultural and historical presence of First Nations throughout Canadian 
history. 


First Nations and Inuit groups are increasingly assuming responsibility for the 
management of health resources; it is anticipated that, over time, they will 
manage most of the First Nations and Inuit Health program budget now 
administered by Health Canada. Recognizing provincial jurisdiction over health 
care, the federal government will ensure that provinces are involved in this 
evolution. 


Employment insurance is being redesigned to integrate income benefits with 
active measures to help Canadians find work. This modernization will improve 
incentives to work, reward work effort, and provide secure income support to 
those with the greatest need. 


As part of this exercise, and in recognition of provincial responsibility for 
education and labour market training, the federal government announced its 
intention to withdraw from direct support of training and to participate in training 
initiatives only with the consent of provinces. In the future, the federal 
government will no longer purchase training courses and will withdraw from 
apprenticeship, workplace-based training and co-operative education programs. 


The federal government nevertheless retains a strong interest in facilitating the 
smooth functioning of labour markets, in helping people get back to work, and in 
promoting labour mobility among all regions of the country. The National 
Employment Service provides essential labour market information to help 
workers find suitable employment and to help employers find suitable workers. In 
the delivery of labour market development programs, there is an important role in 
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building-partnerships with the provinces, the private sector and community 
groups. Specifically, the federal government is discussing with the provinces new 
labour market agreements covering employment programs. These arrangements 
should reduce overlap and duplication and take advantage of the benefits of local 
decision making in providing services most suited to local needs while ensuring 
accountability for dollars spent and results achieved. 


The federal and provincial governments have launched a joint consultation 
process to pursue reform of the Canada Pension Plan to make it sustainable for 
future generations. In addition, the federal government is committed to making 
changes to the elderly benefits system (including Old Age Security and 
Guaranteed Income Supplement) to ensure its long-run sustainability. 


Many aspects of the social union fall under provincial jurisdiction. Nonetheless, 
in the past, the federal government has used its spending power to become 
involved in a range of social policy areas. Much progress has been made in 
defining the federal role in these areas to those functions that are national in 
scope, and in clarifying the conditions under which the federal government will 
become involved in new activities. 


In the future, the government will not use its spending power to create new cost- 
shared programs in areas of exclusive provincial jurisdiction without the consent 
of a majority of the provinces. Any new program will be designed so that non- 
participating provinces will be compensated, provided they establish equivalent or 
comparable initiatives. 


Further progress can and will be made. For example, through bilateral 
negotiations, provincial and territorial governments will be offered the 
opportunity to take over the management of existing social housing resources, 
provided that federal subsidies continue to be used for housing assistance for low- 
income households. This should simplify the administration of the program, bring 
management closer to the local level, and improve service. The federal 
government will retain its direct role in housing on Indian reserves. 


The federal government is working with the provinces to redefine the roles of 
both levels of government in immigration programs. It is proposed that the federal 
role focus primarily on protecting the integrity of Canada's border, on the 
admission of refugees and on ensuring that immigration selection contributes to 
Canada's social and economic development. The federal government intends to 
end its involvement in direct delivery of settlement services. Federal funds for 
newcomer settlement and integration will be transferred to provinces or other 
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partners, with communities involved in setting spending priorities. The emphasis 
on local development will provide better value for money and better meet local 
integration needs. 


Through cost sharing of cultural activities, the federal and provincial governments 
are working together to support the long-term viability of the cultural sector. As 

well, governments and the private sector are working collaboratively on achieving 
greater financial stability for performing arts organizations and arts infrastructure. 


The federal government will continue to spend directly on health promotion and 
protection in co-operation with the provinces, based on a shared vision of the 
health system. The federal role in health protection improves the health and safety 
of Canadians by setting national standards to assess and manage risks associated 
with products and diseases. Medical research is an essential tool in identifying 
and targeting resources to emerging health care challenges. The federal 
government and the provinces are working to set national health research 
priorities, assisted by the creation of the Health Services Research Fund. Initially, 
it will be federally funded and will be managed by a partnership among 
governments and other stakeholders. 


Under the new Canada Health and Social Transfer, the federal government is 
replacing the previous system of transfers for health and post-secondary education 
under the Established Programs Financing and for social assistance and social 
services under the Canada Assistance Plan. The new transfer will give the 
provinces greater flexibility in the design and delivery of social programs, subject 
only to the provisions of the Canada Health Act and a prohibition against 
minimum residency requirements for social assistance. 


The federal government is committed to working with the provinces and 
Canadians to develop, by mutual consent, the principles and objectives that 
should underlie this transfer, and building on this, the social union in general. 
New approaches to decision making in social policy will also be explored. 


There are no clear-cut rules to determine when the national dimensions of a social 
issue warrant the participation of the federal government. To a great extent, this 
depends on the social evolution of the country. In times of change, formal and 
rigid lines of responsibility can be too limiting. The federal government believes 
that Canadian social policy goals are best realized through the tools of practical 
federalism, in partnership with the provinces and informed by the views of 
Canadians. Progress has been made, but further effort is required to ensure that all 
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of the partners in society work together, in a spirit of co-operation, to ensure that 
Canada has the resources, institutions and programs to protect and promote the 
health and well-being of Canadians. 


Representing Canada's Interests Abroad 


The federal government has redefined its international and defence priorities to 
ensure Canada's national interests are well represented in the international arena 
and to embrace and reflect the new realities of globalization, trade liberalization, 
and the expanding understanding of global security, which includes poverty and 
environmental degradation. 


Given the importance of trade to all sectors of the Canadian economy, 
international trade promotion is increasingly being done in partnership with the 
provinces and the private sector. The federal government is working with these 
partners to develop joint trade priorities, co-ordinate trade development activities 
and focus resources on priority export markets. To date, the "Trade Team 
Canada" approach has generated over $20 billion in export business for Canadian 
firms through highly successful trade missions to Asia, Latin America and India. 


Foreign and international aid policy has been fundamentally reviewed based on 
extensive public consultations. The result is a new framework that establishes 
three basic objectives for Canadian foreign policy: promoting prosperity and 
employment at home; protecting Canadian security within a stable global 
framework; and projecting Canadian values and culture abroad. Canada is now 
better positioned to play a constructive international role as a credible leader of 
the middle powers — while energetically pursuing Canadian economic and 
security interests through both bilateral and multilateral relationships. Following 
the policy review, the mandate of the assistance program is being clarified, clear 
program priorities are being established, and measures are being put in place to 
increase effectiveness. 


Following on an extensive review of defence policy, infrastructure and 
expenditures are being significantly reduced and adjusted to reflect Canada's 
priorities in the post-cold war environment. Capabilities to protect Canada's 
territory and to further national objectives have been preserved, including the 
ability to support the increased international emphasis on peacekeeping. 


The federal government's redefinition of its priorities in foreign and defence 
policy allows it to play a more active and independent role in a constantly 
changing world. Canadian values of tolerance, openness, peace and justice are 
clearly reflected and promoted in these federal priorities. 
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New Partnerships 


In affirming and strengthening its core roles, the federal government has chosen 
to focus its resources on those functions and activities that it is best placed to 
deliver. In some cases, the federal government is working in partnership with 
others in the federation to make its involvement more effective. 


The Efficiency of the Federation initiative offers important examples of this 
partnership process. Action plans have been developed with nine provinces and 
two territories to reduce overlap and duplication between levels of government in 
order to achieve savings, improve client service, and harmonize procedures and 
regulations. Progress is being made in many areas, including taking action to 
encourage those in the underground economy to rejoin the legitimate economy, 
resulting in more than $1.3 billion in additional tax assessments over two years. 
In addition, a number of governments are working to harmonize the financing and 
administration of the federal and provincial student loans programs. Program 
efficiency will also be improved through new partnership arrangements with 
Canadian financial institutions, which will share in the financing risks. 


It is imperative to make the best use of the limited resources of all levels of 
government, and to concentrate on areas of agreed need and priority. Canada 
Infrastructure Works is a $6-billion cost-shared program to upgrade the 
infrastructure of Canadian communities. Costs are shared equally by the federal, 
provincial and municipal governments. Over 12,000 projects, creating 100,000 
jobs, have been supported since the program was launched in 1994. 


The government will create an active partnership with the private sector and the 
provinces to pursue initiatives to enhance youth job opportunities so that young 
Canadians can get work experience. 


In addition, the federal government has forged new formal links with provinces 
and industry to develop international trade development priorities and to ensure 
greater access for Canadian goods to world markets. Regional agencies are 
working to harmonize federal regional development priorities with those of the 
provinces. 


Partnerships allow the federal government to maximize the results from its 
participation in certain areas. Many departments, including Agriculture and Agri 
Food Canada and Natural Resources Canada are increasingly working with 
stakeholders in industry and provincial governments to determine research and 
development priorities. Human Resources Development Canada (HRDC) has 
concluded an agreement with the Province of Alberta to co-locate and integrate, 
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on a pilot basis, service to clients offered by both provincial and federal agencies. 
Western Economic Diversification Canada is working to harness the efforts of 
public, private and voluntary sector groups in support of local economic 
development to extend the reach and quality of service to western Canadians. 


New partnerships can bring the federal government closer to communities and 
citizens by moving decision making, program delivery and design closer to 
citizens. These measures acknowledge that the needs and preferences of local 
communities vary in terms of desired services and programs. For example, the 
government is developing fisheries management partnerships that bring decision 
making closer to fishermen, and therefore to their communities. Communities will 
play key roles as partners with the federal government in strengthening Canadian 
identity through community-based activities that foster understanding, mutual 
responsibility and a sense of common purpose among Canadians. This is 
illustrated by the RCMP's efforts to work in partnership with communities to deal 
with local crime problems. Citizenship and Immigration Canada (CIC) has 
developed cost-sharing arrangements with non-governmental organizations and 
other groups to increase the number of refugees that can be resettled each year. 
Canadian Heritage has entered into agreements with official language minority 
groups aimed at encouraging them to work together to make better use of federal 
funding and achieve greater self-sufficiency. 


Partnerships can also be instrumental in providing better service to clients. 
Federal-provincial co-operation in areas such as environmental regulation and 
food safety and quality standards can significantly reduce costs and simplify 
compliance. Canada Business Service Centres bring together the information 
services of 21 federal departments, and often include provincial,-municipal and 
private-sector participation. Centres have now been established in each province 
to provide companies with a single point of contact, through a variety of modes 
— electronic, fax, telephone and in-person — to access information on 
government programs and services, business-related information, and where 
necessary, referrals to sources of expertise and assistance. This model can be 
expanded to include international business opportunities. 


The federal government's use of partnerships recognizes that all Canadians share 
a collective interest in making the Canadian federation work well. The federal 
government will continue to search for partnership arrangements that will provide 
better service to Canadians. 
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Making the Federal Government Work Better 


The federal government has made and will continue to make efforts to improve 
the quality of its programs and services to make them effective, efficient, 
affordable, accessible and fair. Central to this commitment are: 


™ better use of information technology to get government closer to Canadians; 
™ more responsive and flexible approaches to program delivery; 
™ changes in the way government makes decisions; and 


™ putting government operations, where appropriate, on a results-based footing, 
with a client-centred focus on quality service. 


At the same time, all federal departments will continue their efforts to work more 
effectively, to streamline and to rationalize in line with changes in mandate and 
core roles. National Defence and the Canadian Forces are scrutinizing virtually 
every major support function. The most dramatic development will be a reduction 
of the headquarters operation that will reduce personnel costs by 50 percent, 
while preserving essential organizational elements of the management, command 
and control systems. 


Harnessing Information Technology 


Traditional public sectors have tended to be large and complex, delivering 
programs through a series of separate points of service and offices in communities 
and towns across the country. In the past, physical infrastructure was the most 
effective means of service delivery, and helped bring governments in touch with 
the citizens they served. 


New information technologies challenge this traditional model by allowing 
governments to make services more accessible and affordable. Canadians can 
now receive, through a single location, a range of government services from 
several departments or levels of government. Services can be provided directly to 
the home or through automated kiosks. 


A number of departments have already taken steps to use technology to improve 
the services they deliver to their clients. CIC is piloting initiatives to improve 
services associated with the submission and processing of immigrant, visitor and 
citizenship applications in terms of quality, service and cost. A network of 
integrated call centres will make it possible to deal with most inquires by phone, 
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saving client time and expediting processing. CIC is also introducing a highly 
secure Client identification card to replace the proliferation of paper documents 
that now convey permanent status in Canada. 


Industry Canada was the first authority in North America to proceed with 
electronic filing and issuance of documents required under the Canada Business 
Corporations Act. Coupled with a single-filing provision, this measure has 
eliminated duplicate filing requirements among federal and provincial regulators, 
improved service delivery to clients by ensuring equal access across the country, 
and reduced paper burden. 


HRDC is introducing a comprehensive new service delivery network that 
combines HRDC's offices, telephone and mail service centres, electronic kiosks, 
electronic on-line services and community partnerships. These measures will, 
over time, increase HRDC's points of service to 700 sites and bring services to 
many communities that have not previously benefited from direct access. 


The government has adopted a strategy for its use of the Internet, and has created 
a Primary Internet Site to provide users with a single access point to general 
information about Canada and to a range of federal government information and 
services. The Canada Site has been visited by over a million users since it opened 
on December 14, 1995. This complements the use of Internet technology by 
individual departments, which use it, for instance, to get opinions quickly from 
Canadians on emerging policy issues. 


These examples outline some of the innovative ways the government is using 
information technology to bring its services closer to Canadians. The government 
must also improve its capacity to respond to increasing demands for accessible 
and integrated information, and it must find ways to reduce costs. Dramatic 
efficiency gains can be made with information technology by supporting 
innovative program delivery; reforming administrative processes and systems to 
streamline and eliminate non-value added work; and managing the electronic 
information infrastructure that connects government agencies to each other and 
their clients across departments and jurisdictions. In doing this, the government 
must ensure that concerns about privacy and integrity of information are met, and 
that government information is well-managed. 


Improving Service 


Departments and agencies are moving away from the traditional models of service 
delivery to explore new ways to deliver programs and services that offer the best 
value for taxpayer dollars.. 
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In some cases, progress has resulted from technology advances and 
interdepartmental co-operation. Revenue Canada and Statistics Canada will create 
a single integrated business database through the use of a single Business 
Number. This will reduce the cost to business and to taxpayers of completing 
duplicate survey documents and provide common clients with a single window 
service with federal departments. 


In some cases, progress will require the integration of departmental 
responsibilities where there is the potential to achieve efficiencies and eliminate 
overlap and duplication. For example, merging the non-military fleets of the 
Canadian Coast Guard and Fisheries and Oceans Canada enables the government 
to implement cohesive strategies for oceans and marine environment 
management, fisheries enforcement and sovereignty, and facilitate safe marine 
trade and commerce. Integrating mandates and services will lead to a 
rationalization of facility and administrative overheads. 


In other cases, improved service represents a fundamental shift from traditional 
approaches. Justice Canada is making dispute resolution a key element of its 
Client Service Agreements with other federal government departments, to 
facilitate the equitable resolution of legal issues without resorting to costly 
litigation. 


These changes should improve client service and efficiency without jeopardizing 
the public interest. Through centralizing administrative functions, the RCMP has 
been able to equip unit commanders with the power to make decisions relevant to 
the specific needs of their communities. By reducing administrative burden, one 
district in New Brunswick has been able to put seven additional police officers on 
the street at no extra charge to the taxpayer. The commercialization of Canada's 
Air Navigation System through its transfer to a not-for-profit corporation to run 
on behalf of the government will improve the efficiency of the system and permit 
it to respond to user requirements and new technologies while maintaining safety 
and reducing costs to the taxpayer. 


New approaches can also promote the creative use of partnerships with the 
provinces and the private sector. For example, the creation of a single food 
inspection agency will consolidate inspection services from three federal 
departments into a single window service for food inspection and quarantine 
services. It will enhance Canada's long-standing reputation for food safety and 
high quality food, and will improve the competitiveness of Canadian companies 
by being more efficient and responsive to the changing demands of the global 
marketplace. The agency will facilitate the transition to greater provincial 


ZA 


participation, and could lead to a truly national system. The government has 
indicated that it is prepared to work with interested provinces to develop a 
national food inspection service. 


The Canadian Tourism Commission is forging a new working relationship among 
the private-sector associations, the provincial/territorial governments and the 
federal government. A 26-member joint board of directors is charged with 
marketing Canada as a desirable tourist destination. The federal government's 
$50-million funding for this program is matched by funding from partners to 
sustain a $100-million marketing effort. 


The government will continue to explore new approaches to service delivery. For 
example, the National Capital Commission (NCC) is commercializing part of its 
realty and property management functions by negotiating agreements with former 
employee groups. This will allow the NCC to continue to meet its core mandate, 
mitigate the impact of layoffs on the local economy, and preserve employee 
expertise while reducing costs to the government. 


Employee takeovers will continue to be explored as an effective way to devolve 
government activities to the private sector. The new Parks Canada agency will 
have the capacity to enter into new partnerships with employees as well as the 
private sector and volunteer organizations to deliver improved services at a 
lower cost. 


The government has recently approved an Employee Takeover Policy to help 
departments pursue these opportunities by authorizing: 


@ negotiation of a non-competitive contract with the employee group for a 
three-year transitional period; 


™ direct sale of materiel assets to the employee group; 


@ areduction of the one-year "cooling-off" period to enable senior managers to 
participate in the takeover; and 


™ repayable contributions of up to $100,000 so that employee groups can get 
outside professional, financial and legal advice to prepare takeover proposals. 


The government's commitment to improved service delivery recognizes that new 


approaches can achieve savings and make service more responsive. The key to 
further progress will be to develop new service structures that go beyond 
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traditional departmental and federal-provincial boundaries to facilitate effective 
partnering and respond to the requirements of Canadians. 


Changing the Decision-Making Process 


Fundamental changes in the way government itself makes decisions reinforce the 
direction to streamline, integrate and reduce. The institution of a strategic 
planning cycle for Cabinet, integrated with planning for the annual federal budget 
and a new Expenditure Management System (EMS) permits the government to 
ensure that resources are directed to the most important policy priorities. New 
initiatives must be funded through reallocation of existing (and diminishing) 
budgets, not through "new money" or access to policy reserves. In this way, all 
new expenditures are considered as part of the government's priority setting 
exercises, and reallocation to activities of highest priority can be considered in 
context. Combined with the impact of the Program Review, these measures will 
help to ensure that questions about the relevance, effectiveness and affordability 
of the federal government's activities remain critical elements of the federal 
government's priority setting and program delivery in the future. 


Financial and reporting regimes have a direct impact on the way decisions are 
made. The creation of operating budgets, and the elimination of "person year" 
controls, gives managers more flexibility to determine the most appropriate mix 
of resources to achieve results. The government is examining the extension of 
these principles to other costs that are presently excluded from operating budgets, 
such as employee benefit plans, workers compensation, grants-in-lieu of taxes and 
accommodation costs. 


The government is moving to accrual accounting in order to more accurately 
report the cost of its activities on an annual basis, thereby enhancing 
parliamentary and public accountability. When fully implemented, accrual 
accounting will facilitate resource management within departments, particularly 
with regard to capital expenditures. The government is working with Parliament 
to examine the scope for modifying the present vote structure regime, with a view 
to providing more timely and relevant information to Parliament and simplifying 
departmental financial management. 


Further, Treasury Board Secretariat is strengthening the review and evaluation of 
government activities under a new performance-based management process. 
Through this process, Canadians will know what they are getting and what they 
can expect to receive for their tax dollars. Furthermore, as part of the new EMS, 
federal departments and agencies will be required to identify clear and 
measurable results expected for their major programs and business lines. 
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Adopting a Results-Based Approach 


Canadians expect their governments to be more transparent, responsive and 
accountable, and they have become more informed consumers of public goods 
and services. In response, government must become more service oriented and 
productive. 


Where appropriate, the federal government will take a more business-like 
approach to the management of its programs and services. In some cases, this will 
mean the government divests itself of those services that can be better provided 
by the private sector, as in the example of the Fishing Vessel Insurance Program. 


In other areas, government activities will be subject to market tests of relevance, 
cost and delivery. This will be the case, for example, where the government looks 
to sell its expertise in areas of special knowledge such as information on the 
mineral and mining sectors available from Natural Resources Canada or to 
promote science and technology partnerships with the private sector and 
Agriculture and Agri-Food Canada. 


Where a government activity confers a direct benefit on a specific client group, 
rather than the taxpayer at large, the federal government is expanding the use of 
cost recovery and user fees to ensure that those who benefit directly contribute to 
the cost of providing the service. So, for instance, where fishermen benefit from 
exclusive access to a common property resource managed at public expense, their 
licence fees will reflect the value of that privilege. The commercial shipping 
industry will contribute to the costs of navigation and ice-breaking services. The 
Office of the Superintendent of Financial Institutions is funded by revenues from 
the companies it regulates. Cost recovery can be used to foster market discipline 
and gauge program demand and responsiveness. The overarching principles 
governing cost recovery are that those who benefit most directly should pay, but 
should also have a voice in setting delivery standards. As well, the process to 
implement such fees should be open to public and parliamentary scrutiny. Cost 
recovery is not an alternative to reducing service levels, or eliminating or 
devolving services where warranted. 


The quality service initiative is designed to provide accessible, affordable, 
relevant and responsive services to Canadians through employee involvement 
and innovation. Most departments and agencies have published performance 
objectives for the delivery of government products and services. These standards 
set a benchmark against which to measure the timeliness, accessibility, reliability 
and accuracy of services to which Canadians are entitled. The Passport Office is 
one agency that has made significant improvements in developing a stronger 
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service focus. It has published clear service standards on its passport application 
forms and has established almost three dozen points of service across Canada. 
Some Passport Office standards include: 20 minutes average waiting time; five 
working days to process applications submitted in person, 10 if submitted by 
mail; only two trips to the Passport Office, one to submit an application and the 
other to pick up a passport; and all passport offices to be located in areas where 
parking is available and in buildings accessible to disabled clients. 


It is important, in this context, to recall that public servants serve Canadians both 
as citizens and as clients. As citizens, Canadians look to government to provide 
broadly based and fairly administered laws, regulations and policies that secure 
peace, order and good government for all. As clients, Canadians want quality 
services provided through specific programs that relate to their own needs. Thus, 
for instance, Canadians want an Old Age Security program that is fair, available 
to all eligible persons and free of fraud and abuse. As program clients, individual 
Canadians want to get benefits rapidly and simply. As citizens, Canadians want a 
border service that protects them from smuggling, crime and illegal immigration. 
As travellers, Canadians want hassle-free clearance. As citizens and taxpayers, 
Canadians want deficits to be reduced. As clients, they want maximum benefits 
from programs and services. The interests of citizens and clients do not always 
coincide. Using results-based evaluations will not be appropriate for all aspects of 
government operations, but there is clearly a need to test value and client 
satisfaction where taxpayer's dollars are being used to deliver programs and 
services. 
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4 The Challenges Ahead 


While much progress has been made in clarifying federal roles and 
responsibilities, the federal government is committed to continue working with 
the provinces and Canadians to make public-sector operations more efficient and 
responsive. More can and should be done. 


Rethinking Program Delivery 


Innovations in program delivery to date have been significant. But more must be 
done, and the process of change accelerated. 


The first challenge will be to continue to organize service delivery from the 
perspective of those receiving the services. This will mean providing services in a 
manner that is convenient to the client, efficient and flexible. Partnering across 
departments, jurisdictions and sectors, and co-location and clustering of services 
to provide one-stop service will have to be increased. Policies, regulations and 
practices internal to the public service but designed for an earlier era will have to 
be streamlined. Amendments to certain acts, such as the Financial Administration 
Act, may have to be considered. 


A related challenge will be to ensure that the organizational arrangements for 
service delivery, and the authorities governing them, are the best ones for the job. 
Maintaining clear accountabilities and parliamentary authorities will be important 
factors. 


Finally, a shift from a focus on rules to a focus on results in public-sector 
management will be required. Such a change has already begun, but needs to 
permeate the operations of government. This in turn will drive continuous 
improvement and will demonstrate more clearly to Canadians and 
parliamentarians that they are getting value for increasingly scarce resources. 


The Public Service 


As the federal government adjusts to its roles in response to new realities, so must 
the public service change. The broad challenges are clear. The public service must 
strengthen its policy advisory capacity. It must increase its ability to dialogue 

with Canadians and to involve them in public policy development. It must play its 

regulatory role in a manner that protects the public interest and respects national 
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values. And it must deliver services with other partners in Canadian society, 
including provincial governments, municipalities, the private sector, non- 
governmental organizations, the volunteer sector and individual Canadians. 


The range of initiatives to get government right has imposed tremendous 
pressures on the public service in recent years: significant employment 
reductions; increased demands on staff remaining in the workplace; changes in 
management systems such as the move to operating budgets and business plans; 
and major structural changes in departments and across government. The same 
technological innovations that have opened new avenues for service delivery have 
required major adaptations and new skills for many employees. 


Quality service depends on the ability to attract and retain a highly skilled and 
motivated work force. The government is committed to maintaining a public 
service whose professional abilities have been recognized as among the world's 
best. This requires working with public servants and their unions and involving 
them in the change process. 


In recent years, relations with public service unions have, understandably, been 
strained. Since 1991, there has been a suspension of collective bargaining on 
compensation, and public service salaries have been frozen for five of the past six 
years. While the fiscal situation remains tight, the government is committed to 
returning to collective bargaining, with such adjustments as are required to ensure 
maintenance of fiscal integrity. In the coming months, the agenda for negotiations 
with unions will be broadened. The government will propose to work with unions 
on a complex and multi-faceted negotiating agenda. A number of issues will be 
on the bargaining table, and the government will seek their joint negotiated 
resolution within a restricted resource envelope. Unions should be involved in 
shaping the changes in the work environment of employees and in determining 
the allocation of scarce resources — with a focus on the constructive evolution of 
the public service. 


A continuing point of reference in this evolution will be the values of the public 
service. The Public Service of Canada has always been a values-based institution. 
At the most fundamental level, this includes respect for our parliamentary form of 
government and allegiance to the government of the day. Respect for the public 
that it exists to serve is basic. 


There are defining values. These include non-partisanship and professionalism. 


Probity in the use of public funds and goods, equity in the treatment of clients and 
colleagues and integrity in personal and organizational behaviour are traditional. 
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Over time, "managerial" values have also been adopted. These include efficiency 
and effectiveness in public management. Personal accountability, value for money 
in program management, and innovation are increasingly being incorporated as 
public service values. 


As the public service continues to change, its values will remain its most 
significant elements of cohesion. While administrative and organizational 
structures may diversify, the common detailed and prescriptive rules that bound 
the parts of government together and required the same processes and procedures 
to be followed in vastly different circumstances, must be relaxed. There must be 
flexibility to deal with the realities of the differing situations. People's energies 
must be devoted to providing service, not to serving process. However, authority 
must be exercised in the context of values that are common across government. 


Getting government right will impose continuing challenges on the public service 
to support a changing country and meet the needs and expectations of Canadians. 
This will require learning from and taking the best from Canadian and other 
sources. It will require better ways of working with Canadians to ensure that 
programs are delivered affordably and by the most appropriate means. It will 
mean building on the traditions and values that have sustained the public service, 
and investing in its women and men to equip them to serve well and with pride. 


In this transition, it will be essential to maintain and revitalize a public service 


that is non-partisan and professional, governed by principles of fairness, integrity 
and service to Canadians. 
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5 Conclusion 


Getting government right means modernizing federal programs and services to 
meet the needs of Canadians, as citizens and clients, today and in the future. The 
steps taken as part of getting government right recognize that the impacts of 
globalization and technological change, fiscal pressures, and the evolution of 
Canadian society will require an ongoing need to simplify and streamline. Only in 
this way can the challenge to restore Canadians’ confidence in their government 
be met. 


The government has set clear priorities to guide this process. It has articulated 
roles of the national government, thereby identifying areas where it is uniquely 
positioned to best serve Canadians. This improves on the traditional techniques of 
modernizing public administration practices through "doing more with less" or 
through across-the-board cuts. These approaches have been replaced by more 
strategic choices about what programs and services should be treated as priorities, 
and how best to deliver them. 


These questions will continue to govern how the federal government spends and 
serves: 


@ What are the functions that only governments and only a national government 
can perform? 


= What is the appropriate role of the federal government relative to other levels 
of government, the private sector, and volunteer and not-for-profit sectors? 


= How can programs be delivered in the most efficient manner? 

= What is affordable? 

The responses to these questions will continue to be developed through an 
ongoing dialogue with Canadians. In this way, Canadians can be confident that 
the federal government will secure its objectives — clarifying its roles and 


responsibilities, devoting resources to the highest priorities, and providing more 
responsive and affordable government — thereby meeting its obligations to them. 
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Appendix 1 


Program Review Guidelines 


The Program Review asked departments to review and assess their activities and 
programs against the following guidelines: 


Public Interest Test — Does the program area or activity continue to serve a 
public interest? 


Role of Government Test — Is there a legitimate and necessary role for 
government in this program area or activity? 


Federalism Test — Is the current role of the federal government appropriate, 
or is the program a candidate for realignment with the provinces? 


Partnership Test — What activities or programs should or could be transferred 
in whole or in part to the private/voluntary sector? 


Efficiency Test — If the program or activity continues, how could its 
efficiency be improved? 


Affordability Test — Is the resultant package of programs and activities 


affordable within the fiscal constraint? If not, what programs or activities 
would be abandoned? 
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